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ORIGIN  OF  COMMISSION 

On  January  21,  1975,  the  San  Francisco  Board  of  Education  confirmed 
the  appointment  of  twenty-five  distinguished  San  Franciscans  to  serve 
on  the  San  Francisco  Public  Schools  Commission.  The  Commission,  formed 
at  the  initiative  of  State  Superintendent  of  Public  Instruction  Wilson 
Riles,  is  the  product  of  a  joint  planning  effort  between  the  State  Super- 
intendent, representatives  of  the  San  Francisco  Board  of  Education,  and 
the  San  Francisco  Superintendent  of  Schools.  Commission  members  were 
selected  with  the  assistance  of  Dr.  Wallace  Sterling,  former  President  of 
Stanford  University,  and  Dr.  Charles  Hitch,  President  of  the  University  of 
Cal ifornia. 

The  Commission,  whose  Chairman  is  William  Matson  Roth,  is  a  public 
service  body  devoted  to  improving  educational  opportunity  for  the  children 
and  youth  of  the  city.   Its  members  accepted  appointment  to  the  Commission 
in  the  belief  that  their  efforts  would  help  in  resolving  the  serious 
management  and  administrative  problems  confronting  the  city's  troubled 
school  district.  The  Commission's  composition  also  reflects  and  represents 
a  major  committment  by  civic  and  business  leaders  in  the  community. 

MEMBERSHIP 

The  members  of  the  San  Francisco  Public  Schools  Commission  are  as 
follows:  Mrs.  Bernice  Brown,  Mr.  Lewis  H.  Butler,  Mrs.  Ruth  Chance,  Mrs. 
Caroline  Charles,  Mr,  John  Crowley,  Dr.  Roberta  Fenlon,  Mr.  R.  Gwin  Foil  is, 
Mr.  James  Frankel,  Mr.  Herman  Gal  legos,  Mr.  Louis  Garcia,  Mr.  James  R. 
Herman,  Ms.  Aileen  C.  Hernandez,  Dr.  Asa  Hilliard,  Mr.  Jerome  Hull,  ...-. 
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Mr.  Fritz  Jewett,  Mr.  Robert  Kirkwood,  Rev.  Dona  id  Kuhn,  Judge  Harry  Low, 
Mrs.  Leslie  Luttgens,  Mr.  Thomas  J.  Mellon,  Jr.,  Mr.  Einar  Mohn,  Father 
Antonio  Rey,  Mr.  William  Roth,  and  Mr.  Yori  Wada. 

MISSION  OF  THE  COMMISSION 

The  mission  of  the  San  Francisco  Public  Schools  Commission  is  to 
examine  the  range  of  problems  facing  the  San  Francisco  Public  Schools, 
select  those  of  highest  priority,  analyze  them,  advance  recommendations  to 
the  San  Francisco  Board  of  Education,  and  assist  the  board,  staff  and 
community  with  the  implementation  of  the  recommendations.  The  Commission  is 
committed  to  the  resolution  of,  not  just  to  the  analysis  of,  problems. 

The  Commission  is  neither  an  investigatory  agency  nor  the  customary 
citizens'  group  that  serves  in  an  advisory  capacity.   It  is  committed  to 
constructive  action  that  will  improve  the  life  chances  of  children  and 
youth  in  the  city.   It  is  assisted  by  a  professional  staff  that  will  pro- 
vide the  research  assistance  necessary  to  the  achievement  of  the  Commission's 
objectives. 

EARLY  MEETINGS 


During  the  initial  months,  the  Commission  met  on  a  weekly  basis  to 
hear  presentations  from  the  staff  of  the  school  district,  teachers,  parents, 
and  other  concerned  groups.  The  Commission  used  this  period  to  identify 
specific  problem  areas  for  more  in-depth  study.   In  addition,  special 

- 

reports,  such  as  the  management  study  prepared  by  Griff inhagen-Krceger, 
were  prepared  for  the  Commission.  These  special  reports  were  intended  to 
provide  additional  background  information  for  the  Commission. 
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FINANC1AL  SUPPORT 

The  Commission  is  continuing  its  efforts  to  secure  funding  for  its 
program  activities.   Funding  sources  include  the  school  district  and 
national  as  well  as  local  foundations.  The  San  Francisco  Foundation  and 
the  San  Francisco  Unified  School  District  have  been  the  principal  support- 
ers of  the  project  to  date.   It  is  the  hope  of  the  Commission  that  addit- 
ional support  for  the  activities  of  the  Commission  will  come  from  other 
local  and  national  groups.   Requests  for  such  funds  are  under  active  con- 
sideration by  the  Ford  and  Irwin  Foundations. 

STAFF  I NG 

During  the  initial  months,  the  Commission  was  also  concerned  with  its 
internal  organization  and  structure.  The  Chairman  of  the  Commission  ap- 
pointed ad  hoc  subcommittees  to  assist  in  the  areas  of  staffing,  funding, 
and  internal  organization.   In  the  staffing  area,  the  Commission's  first 
task  was  to  select  a  staff  director,  an  administrative  assistant,  and  the 
clerical  staff. 

The  Commission  has  chosen  Dr.  Luvern  L.  Cunningham  as  its  Executive 
Director.  Ms.  Maxine  Ussery  has  been  selected  as  the  Administrative 
Assistant.  Dr.  Hugh  Livingston  has  come  to  the  Commission  from  the  Mershon 
Center  at  Ohio  State  University  as  a  National  Leadership  Associate.  Dr. 
James  Guthrie  is  functioning  as  the  committee  coordinator  for  the 
Finance  Committee.  Ms.  Rena  Bancroft  and  Ms.  Diana  Thomason  are  function- 
ing as  research  associates  to  the  Commission.  Ms.  Betty  de  Losada  has  been 
assigned  by  the  San  Francisco  Unified  School  District  as  the  liaison  to  the 
Commission. 
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ACTIVIT1ES  OF  THE  COMMISSION 

The  early  months  of  the  Commission's  existence  were  devoted  to 
listening  to  presentations  from  groups  and  individuals,  establishing  in- 
ternal procedures,  acquiring  staff,  establishing  an  office,  and  develop- 
ing a  mission  statement  to  guide  the  work  of  the  Commission.  At  the  end 
of  April  the  Commission  approved  the  appointment  of  major  work  committees 
and  is  now  actively  pursuing  the  acquisition  of  information,  the  identifi- 
cation of  specific  problems  for  in-depth  study,  and  the  formulation  of  a 
time-action  work  plan  for  the  next  six  months. 

ORGANIZATION  OF  THE  COMMISSION 

The  Commission  is  organized  into  three  major  work  committees  dealing 
with  substantive  issues  and  three  committees  which  are  concerned  with 
Commission  governance  and  procedures.  The  major  work  committees  and  their 
primary  responsibilities  are  as  follows: 

Appraisal  -  The  Appraisal  Committee  will  examine  the  many  areas  which 
are  essential  to  sound  appraisal  and  sound  judgment   regarding  the  per- 
formance of  the  San  Francisco  Public  Schools.  The  Committee  will  be 
concerned  with  such  factors  as  the  evaluation  of  all  categories  of  person- 
nel; the  achievement  of  pupils  measured  in  conventional  and  unconventional 
ways;  the  quality  and  timeliness  of  the  support  services  delivered  to 
schools  and  operating  units  within  the  system;  the  adequacy  and"  quality  of 
instructional  materials;  the  breadth  and  quality  of  educational  offerings 
and  pupil  services;  and  the  level  of  community  and  parental  involvement 
and  support. 
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The  Committee  currently  is  studying  the  range  and  quality  of  evaluative 
data  collected  by  the  district  and  other  agencies;  the  process  of  qualifi- 
cation, selection,  and  evaluation  of  personnel;  the  development  of  a  socio- 
economic and  achievement  profile  of  the  students  of  each  school;  and  the 
relationship  of  the  standardized  testing  program  to  the  instructional 
program  of  the  district. 

Finance  -  The  Finance  Committee  will  review  how  resources  are  acquired 
and  allocated  and  may  analyze  some  of  the  following:  the  budget  building 
process;  the  sources  of  revenue;  the  patterns  of  expenditure  and  accounting; 
the  process  of  financial  decision  making;  the  fiscal  information  system; 
the  flow  of  fiscal  information  to  the  public;  the  inter-relationships  of 
the  budget,  payroll,  accounting  and  data  processing  functions;  and  the 
extent  of  fiscal  "integration"  of  funds  received  from  local,  state,  and 
federal  sources. 

The  Committee  is  currently  conducting  a  series  of  revenue  forecasts  for 
the  district  through  1980-81,  a  review  of  a  significant  number  of  management 
studies  previously  done  in  the  district  by  a  variety  of  groups,  and  an 
analysis  of  more  decentralized  patterns  of  budget  building  and  decision 
making  used  in  other  school  districts. 

Governance  -  The  Governance  Committee  will  review  the  administrative 
policies  and  practices  of  the  district;  the  nature  of  the  working  relation- 
ship between  the  superintendent,  the  central  staff  and  the  Board  of 
Education;  the  relationship  between  the  Board  and  the  general  public;  the 
policies  and  practices  regarding  citizen  participation;  the  policies 
regarding  collective  bargaining  and  its  conduct  in  the  district;  job 
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descriptions  for  various  administrative  positions  in  the  organization  of 
the  district;  the  management  of  d i strict -wide  services;  and  the  relation- 
ship of  the  district  with  the  city  and  county  government,  the  state,  and 
federal  agencies. 

The  Committee  is  currently  investigating  critical  governance  issues 
including  the  nature  of  and  the  changes  needed  in  the  Board  of  Education/ 
Superintendent  relationship;  the  administration  of  collective  bargaining 
in  the  district  and  the  impact  of  emerging  federal  and  state  legislative 
provisions  on  the  process;  the  decentra I izat ion  of  decision  making  in 
budget,  personnel,  program  design,  and  evaluation;  the  functions  now 
performed  at  various  levels  of  the  administrative  organization:  and  the 
relationship  of  the  district  and  the  city/county  government. 

The  committees  concerned  with  Commission  governance  and  procedure 
include  the  following: 

Community  Relations  -  The  Community  Relations  Committee  is  responsible 
for  receiving  and  scheduling  requests  to  appear  before  the  Commission  or 
its  committees  and  for  scheduling  Commissioners  to  meet  with  individuals, 
community  groups  and  agencies.  The  Committee  is  responsible  for  assessing 
the  public  impact  of  the  Commission  and  suggesting  improvements  in 
Commission  procedures.   In  addition,  the  Committee  is  concerned  with  the 
development  of  action  plans  for  improved  public  participation  at  all  levels 
of  district  operation. 

Finance  -  The  Finance  Committee  is  concerned  with  the  acquisition  of 
the  necessary  funding  to  support  the  activities  of  the  Commission  and  with 
the  development  of  policies  governing  the  allocation,  expenditure  and 
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accounting  of  Commission  resources. 

Personnel  -  The  Committee  establishes  and  oversees  the  implementation 
of  policies  governing  the  selection  and  compensation  of  personnel  employed 
by  the  Commission.  The  Personnel  Committee  established  the  procedure  for 
the  selection  of  the  Executive  Director,  interviewed  candidates  and  re 
commended  the  appointment  to  the  Commission. 

SCHOOL  VISITATION 


Early  in  its  existence,  the  Commission  determined  to  visit  system- 
atically the  various  schools  in  the  district.  This  decision  was  based 
upon  the  belief  that  direct  and  recent  observation  of  the  schools  of  the 
district  was  essentia!  to  the  proper  analysis  of  the  problems  confronting 
the  district.   It  was  also  important  that  staff  and  community  members  have 
the  opportunity  to  interact  with  Commission  members  and  to  understand  the 
goals  of  the  Commission.  The  visitation  program  was  unde"r  the  leadership 
of  Commissioner  Robert  Kirkwood. 

The  membership  of  the  Commission  was  divided  into  seven  visitation 
teams.  The  schools  within  the  district  were  assigned  to  the  teams  to 
provide  a  wide  experience  for  Commissioners  through  visitation  at  all  grade 
levels,  in  regular  and  special  schools,  and  in  various'  geographical  areas 
of  the  district.   During  the  period  March-June,  1975,  a  total  of  fifty- 
eight  (58)  of  the  one  hundred  and  thirty  (130)  schools  of  the  district  was 
visited  by  members  of  the  visiting  teams. 

During  May  the  coordinators  of  the  visiting  teams  discussed  means  of 
pulling  together  the  experiences  of  the  Commissioners  who  visited  the 
schools  and  of  identifying  common  threads  or  conclusions.  The  coordinators 
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developed  an  outline  of  issues  to  be  used  in  interviewing  each  Commissioner 
and  to  provide  a  minima!  structure  for  recording  their  observations.  A 
team  of  one  staff  member  and  two  volunteers  scheduled  interviews  with 
the  Commissioners  beginning  on  June  20,  1975.  These  interviews  and  the 
compilation  of  the  interview  data  wi I  i  be  completed  during  July. 

The  results  of  the  interviews  will  be  reported  to  the  Appraisal 
Committee  and  to  the  Commission.   It  is  intended  that  the  data  will  also 
provide  insights  regarding  a  more  systematic  approach  to  the  fall  visitation 
program.  The  fall  program  wi i  I  provide  for  visitation  of  the  approximately 
seventy-five  schools  (75)  not  included  during  the  spring  visitation  as  well 
as  the  opportunity  for  second  visits  to  some  schools  about  which  additional 
information  is  desired. 

The  preliminary  results  of  the  visitation  program  indicate  that 
Commissioners  did  achieve  an  increased  understanding  of  the  organization, 
staffing,  and  programs  of  the  schools  and  a  more  acute  perception  of  the 
problems  with  which  the  district  must  deal  on  a  daily  basis. 

SELECTION  OF  THE  SUPERINTENDENT 

The  relationships  between  the  Superintendent  of  Schools  and  the  San 
Francisco  Board  of  Education  were  identified  early  as  a  problem  area.  There 
is  need  for  clarifying  the  functions  and  responsibilities  of  the  district's 
chief  executive  officer  and  the  Board  of  Education.  Recognition  of  the 
seriousness  of  this  problem  occured  at  the  time  that  the  San  Francisco 
Board  of  Education  was  engaging  in  its  search  for  a  new  Superintendent. 

The  Commission,  aware  of  the  significance  of  the  Board  of  Education's 
responsibility  in  the  selection  of  its  Superintendent,  offered  assistance 
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to  the  Board  of  Education  as  it  engaged  in  its  search  and  eventual  choice 
of  Dr.  Robert  Alioto  to  serve  as  the  new  Superintendent  of  Schools. 

The  Commission  participated  in  the  selection  process  in  several 
ways.  The  Commission's  chairman,  Mr.  William  M.  Roth,  and  the  Governance 
Committee  discussed  progress  in  the  selection  and  consulted  with  Mrs. 
Lucille  Abrahamson,  President  of  the  Board  of  Education,  and  Dr.  Donald 
Lew,  Chairman  of  the  Board  of  Education's  Consulting  Panel,  about  the 
selection  process.  The  Commission  prepared  questions  to  be  used  by  the 
Community  Advisory  Committee  in  Its  interviews  with  the  three  final 
candidates.  A  commission  subcommittee  met  with  each  of  the  three  finalists 
to  review  the  goals  of  the  Commission  and  assess  the  candidates',  views  of 
how  the  Commission  might  work  effectively  with  the  San  Francisco  Public 
Schools  and  the  office  of  the  Superintendent.  Chairman  Roth  presented  a 
statement  on  the  importance  of  the  Superintendent  selection  to  the  Board  of 
Education  on  Tuesday,  May  15,  1975.  Mr.  Roth's  statement  was  endorsed  by 
the  two  major  newspapers  as  well  as  individuals  in  attendence  at  the  board 
meeting. 

Following  the  announcement  of  Dr.  Alioto's  acceptance,  arrangements 
were  made  for  additiona I  conversation  with  him  about  the  Commission  and  its 
relationships  with  his  office,  the  Board  of  Education,  and  other  school 
officials.  The  Commission  is  alert  to  the  importance  of  developing  a 
partnership  with  the  school  district  in  the  common  search  for  solutions 
to  San  Francisco's  educational  problems. 

TIME  ACTION  WORK  PLAN 

The  staff  of  the  Commission  is  developing  a  Time  Action  Work  Plan 
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which  includes  both  short  and  long  range  goals,  means  of  achieving  these 
goals,  a  time  line,  and  staff  responsibilities.  A  tentative  plan  will  be 
prepared  for  review  by  the  committees  of  the  Commission  and  the  full 
Commission.  When  adopted,  the  plan  will  be  published  for  the  information 
of  those  interested  in  the  work  of  the  Commission.  Reactions  from  school 
officials  will  be  especially  welcomed. 

The  Commission  is  interested  in  refining  the  methods  and  procedures 
through  which  it  can  effectively  pursue  its  work  agenda.  The  Commission  is 
seeking  to  identify  the  most  effective  ways  of  communicating  with  school 
personnel  as  well  as  with  the  Board  of  Education.  The  Commission  recogni- 
zes the  need  for  such  open  communication  and  for  mutual  understanding  if 
its  recommendations  are  to  be  considered  for  implementation  by  the  district. 
The  Time  Action  Work  Plan  will  serve  as  an  instrument  with  which  the 
Commission  may  evaluate  its  progress  and  at  the  same  time  provide  information 
about  the  agenda  of  th«  Commission  for  teachers,  administrators,  Board  of 
Education  members,  the  media,  interested  citizens,  and  community  groups. 

UTILIZATION  OF  COMMUNITY  RESOURCES 

The  Commission's  strong  committment  to  problem  solving  and  to  the  im- 
plementation of  recommended  solutions  demands  extensive  involvement  and 
participation  on  the  part  of  many  facets  of  the  San  Francisco  Community. 
San  Francisco  and  the  Bay  Area  contain  an  unusually  rich  and  diverse  pop- 
ulation and  a  wide  range  of  human  and  other  resources  upon  which  the 
Commission  can  call. 

The  diversity  of  the  population  and  the  rich  mixture  of  racial  and 
ethnic  groups  in  the  City  is  reflected  in  the  extensive  number  of  ethnic, 


cultural,  neighborhood  and  civic  associations  upon  which  the  Commission 
can  draw.  These  groups  are  concerned  with  the  quality  of  life  in  the  City 
and  with  the  educational  opportunities  and  services  available  for  children 
and  youth.  The  Commission  is  committed  to  the  development  of  effective 
means  of  securing  the  involvement  and  participation  of  these  groups. 

San  Francisco  is  a  major  center  of  commerce,  manufacturing  and  finance. 
The  private  sector,  both  business  and  labor,  is  genuinely  interested  in  the 
improvement  of  the  public  school  system,  and  a  number  of  influential  members 
of  these  groups  are  members  of  the  Commission.   It  is  anticipated  that  a 
wide  range  of  technical  expertise  will  be  made  available  to  the  Commission 
by  the  private  sector.   Such  assistance  will  be  of  immeasurable  benefit  in  the 
identification  and  resolution  of  the  many  problems  faced  by  the  school 
district. 

The  San  Francisco  Bay  Area  also  includes  a  number  of  highly  respected 
institutions  of  higher  education.  These  institutions,  both  public  and 
private,  draw  large  numbers  of  students  from  the  city  and  make  an  important 
contribution  to  the  cultural  life  of  the  Bay  Area.  The  Commission  anticipates 
that  a  spectrum  of  talent  and  expertise  from  these  institutions  can  be 
brought  to  bear  on  the  problems  confronting  the  San  Francisco  Unified  School 
District.  The  Commission  hopes  to  develop  a  framework  for  collaboration 
between  these  institutions  and  the  district  which  will  extend  well  beyond 
its  relatively  short  life. 

RELATIONSHIPS  WITH  SAN  FRANCISCO  UNIFIED  SCHOOL  DISTRICT 

The  problem-solving  thrust  of  the  Commission  requires  the  development 
of  an  extensive  set  of  relationships  with  various  facets  of  the  San  Francisco 


-12- 


Unified  School  District.  The  Commission  is  not  an  adversary  but  rather  is 
a  third  party  committed  to  analyzing  problems,  advancing  recommendations 
and  assisting  with  the  implementation  of  solutions. 

The  Commission  Chairman  has  established  a  sound  relationship  with  the 
President  of  the  Board  of  Education .   Informal  opportunities  have  been  de- 
veloped to  assist  members  of  the  Board  and  Commission  in  becoming  better 
acquainted  with  each  other  and  in  achieving  a  better  understanding  of  the 
goals  and  objectives  of  each  body.   Plans  for  periodic  meetings  of  the  two 
bodies  are  being  projected,  which  will  allow  the  Board  of  Education  to  re- 
main abreast  of  the  activities  of  the  Commission.   Formal  appearances 
before  the  Board  will  be  scheduled  at  such  times  as  the  Commission  is  pre- 
pared to  advance  specific  recommendations  to  the  Board. 

Contacts  with  key  personnel  in  the  District  Administration  have  been 
pursued.  The  outgoing  Superintendent,  the  Deputy  Superintendent,  and  admin- 
istrative staff  in  the  personnel,  research,  and  fiscal  departments  have  been 
visited  by  Commission  staff  members  to  establish  the  base  for  a  working 
relationship  with  the  district.   Plans  are  being  formulated  for  early  con- 
sultation with  the  newly  appointed  superintendent.  The  interaction  with 
Dr.  Alioto  during  the  selection  process  provided  the  basis  for  the  estab- 
lishment of  an  effective  relationship  once  he  is  in  the  District. 

The  Commission  staff  has  met  with  the  leaders  of  the  local  units  of  the 
California  Teachers  Association  and  the  American  Federation  of  Teachers. 
Meetings  are  projected  with  the  leaders  of  the  admin istrators' associations 
and  other  appropriate  professional  groups  in  the  District.  These  meetings 
have  the  dual  purposes  of  advancing  staff  awareness  and  understanding  of  the 


-13- 


goals  of  the  Commission  and  of  providing  additional  insight  to  the  Commission 
regarding  the  issues  and  problems  confronting  the  District. 

In  its  early  meetings,  the  Commission  heard  formal  presentations  from 
a  number  of  community  organizations,  such  as  the  PTA.  One  of  its 
committees,  the  Community  Relations  Committee,  has  been  charged  with  arrang- 
ing meetings  with  a  variety  of  groups  which  have  indicated  their  desire  to 
appear  before  the  Commission  or  one  of  its  subgroups.  This  Committee  also 
plans  an  outreach  effort  to  hear  systematically  from  various  segments  of  the 
total  community.   Commissioners  and  members  of  the  staff  will  continue 
their  individual  efforts  to  present  the  program  of  the  Commission  and  to 
hear  from  individuals  and  groups. 

Maintaining  contact  with  State  Superintendent  Riles  and  the  staff  of 
the  State  Department  of  Education  is  a  major  objective  of  the  Commission. 
Discussions  regarding  various  state-level  services  and  programs  have  been 
held  at  the  staff  level.  Access  to  data  regularly  col lected  by  the  State 
Department  as  well  as  consultation  regarding  pending  legislation  or  emerging 
issues  Is  seen  as  crucial  to  the  work  of  the  Commission. 

SUMMARY 

The  San  Francisco  Public  Schools  Commission  is  completing  its  first  six 
months  of  activity.  This  first  phase  has  been  devoted  to  organization, 
problem  identification,  establishment  of  relationships  with  individuals  and 
groups,  and  development  of  a  time  line  and  work  plan. 

The  second  phase  of  Commission  activity  will  be  devoted  to  analysis  of 
a  limited  number  of  specific  problems,  preparation  of  suggested  solutions 
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to  these  problems,  presentation  of  recommended  action  plans  to  the  Board 
of  Education,  and  development  of  implementation  plans  in  conjunction  with 
the  District  staff.   It  is  in  this  plan  of  activity  that  the  Commission's 
unique  committment  to  problem  resolution  will  become  apparent. 
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SAN  FRANCISCO  PUBLIC  SCHOOLS  COMMISSION 


October  7,  1975 


The  San  Francisco  Public  Schools  Commission  has  spent  the  past  six 
months  hearing  about  the  City  schools  and  analyzing  what  might  be  done 
to  improve  them.  We  have  done  this,  of  course,  against  the  background 
of  important  and  substantive  study  done  by  many  other  interested  citizens 
before  us — the  PTA,  the  Goals  Commission,  SPEAK  and  other  community 
organizations,  the  Junior  League — the  list  is  yery   long  indeed.  The 
School  Board,  as  well,  has  contracted  for  studies  over  a  wide  range  of 
issues  and  the  State  itself  contributed  its  expertise.  Our  Commission 
is  not  here  to  reinvent  the  wheel  but  to  build  upon  the  work  undertaken 
by  many  in  this  room  tonight.  More  and  more  I  am  convinced  that  our 
major  function  is  merely  to  reemphasize — over  and  over  again — what  most 
educators,  parents,  teachers  already  know — those  obvious  truths  that  you 
as  a  board  are  already  struggling  with.  But  we  must  say  them  with  new 
emphasis  and  vehemence,  if  you  will,  and  to  delineate  the  possible 
solutions  with  as  much  care,  humility  and  expertise  as  we  can  muster 

I  say  humility,  not  only  because  the  Commission  is  composed  of  twenty- 
two  men  and  women  from  diverse  backgrounds  and  with  different  points  of 
view,  but  because  the  problem  of  schools  in  our  society  is  not  one  of 
educational  arrangements  alone.  Ultimately  they  must  be  viewed  within  the 
structure  and  meaning  of  American  life  today:  the  growing  threat  of 

rigid  bureaucracies,  including  the  educational  bureaucracy;  the  failure  of 
our  economy  to  afford  work  opportunities  for  our  young;  the  lack  of  equity 

in  our  social  and  economic  institutions;  and  a  failure  of  leadership 

moral  and  political — to  seize  our  imaginations  and  sharpen  our  civic 
purposes. 
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Al though  it  was  our  mandate  from  the  State  Superintendent  of 
Education  to  concentrate  primarily  on  financial  and  management  functions 
of  the  District,  it  soon  becomes  obvious  that  these  problems — sometimes 
technical,  but  frequently  political  and  substantive — cannot  be  separated 
from  the  broader  social  problems  of  which  I  speak.  How,  for  instance, 
can  the  requirements  of  integration  be  squared  with  the  requirements  of 
community  involvement?  How  can  the  financial  strains  of  bilingual 
education  be  handled  by  a  port  city  without  greater  federal  assistance? 
How  can  a  city  without  adequate  lower  and  middle  income  housing  maintain 
a  school  population  at  its  present  level?  Just  enumerating  these  questions 
indicates  that  the  needs  of  our  schools  rest  only,  in  part,  in  our  hands 
and  even  more  in  the  hands  of  the  state  and  federal  government.  Still  we 
must  do  the  best  with  what  we  have. 

Over  the  next  several  months,  the  work  we  have  been  doing  will  be 
brought  to  your  attention.  We  will  argue  our  case,  never  sure  that  we  are 
entirely  right,  but  I  hope  we  can  be  of  use.  Here  is  a  brief  description 
of  what  you  may  expect: 

1.  THE  DISTRICT  IS  NEARLY  UNMANAGEABLE  IN  ITS  PRESENT  STATE.  As  I 
pointed  out  in  a  statement  several  months  ago,  no  clear  division  of 
authority  exists  between  the  School  Board  and  the  Superintendent,  or 
between  the  central  administration  and  the  individual  schools.  The  goal 
must  be  to  decentralize  responsibility  in  the  system,  vesting  much  more 
authority  and  accountability  in  teachers  and  staff  at  the  school  site  level 
and  providing  support,  coordination  and  qualitative  standards  rather  than 


rigid  controls  from  the  central  office. 

The  Board  needs  to  be  freed  from  the  burden  of  minute  operational 
decisions  so  that  it  can  make  policy  for  the  District  and  to  address  the 
difficult  problem  of  planning  for  the  tight  money  situation  of  the  years 
ahead.  It  must  beware  of  accepting  an  agenda  that  limits  the  time  avail- 
able for  full  policy  discussion  by  the  inclusion  of  basketfuls  of 
inconsequential  detail. 

The  Superintendent  must  be  given  more  authority  for  and  responsibility 
to  create  an  administrative  team  with  the  capability  of  providing  the 
Board  with  accurate,  complete  documentation  on  policy  alternatives  and  their 
implications.  In  addition,  he  must  be  given  the  tools  for  administering 
the  day-to-day  work  of  the  district — including  the  recruitment,  selection, 
training,  assignment,  transfer,  promotion,  suspension  and  dismissal  of 
personnel.  It  is  the  School  Board's  responsibility,  we  believe,  to  hold 
the  chief  executive  responsible  for  the  efficient  management  of  the  District 
and  to  hire  a  new  one  if  its  standards  are  not  met.  But  to  do  this,  there 
obviously  must  be,  in  the  first  place,  adequate  delegation  of  authority 
and  on  the  other  hand,  clear  open  and  effective  standards. 

School  principals  and  teachers  must  be  the  prime  point  of  contact 
with  the  community.  They  must  have  more  say  in  the  functioning  of  their 
schools,  and  must  be  held  accountable  for  educational  achievement.  We 
are  disappointed  that  in  spite  of  the  expressed  intent  of  individual  members 
of  the  Board  to  develop  more  modern  management  and  governance  techniques, 
many  work  habits  of  the  District  itself  do  not  seem  to  have  noticeably 
changed  since  the  19th  century. 


Finally,  we  are  concerned  with  the  difficulty  your  board  has  in 
achieveing  the  atmosphere  in  which  fruitful  discussion  and  decision-making 
can  take  place.  We  urge  that  you  consider  not  only  a  less  cumbersome 
agenda,  but  perhaps  fewer  meetings,  dividing  the  time  of  public  commentary 
from  the  time  when  you  take  formal  action. 

2.  A  MODERN  APPROACH  TO  LABOR  NEGOTIATIONS  HAS  BEEN  A  NEGLECTED 
ITEM  ON  YOUR  AGENDA.  We  recently  proposed  to  you  that  an  experienced 
Employee  Relations  Officer,  reporting  directly  to  the  Superintendent  be 
hired  as  soon  as  possible.  He  would  have  responsibility  not  only  for 
collective  bargaining  but  for  the  development  and  operation  of  an 
effective,  assessable  grievance  machinery.  Now  that  a  memorandum  of  agree- 
ment has  been  agreed  upon  without  strike — and  we  congratulate  you  and 
the  teachers  for  this  achievement,  an  adequate  employee  relations 
program  becomes  an  important  priority. 

In  addition,  however,  California  schools  are  about  to  enter  a  new 
era  in  labor  relations,  with  the  passage  of  Senate  Bill  160.  This  new 
era  should  in  our  judgment  be  marked  by  disciplined  behavior  within 
the  employee  organizations,  disciplined  behavior  within  the  Board  and 
administration,  absolute  avoidance  of  the  reopening  of  contract  discussions 
before  next  year,  and  the  institution  of  orderly  processes  for  the 
selection  of  the  bargaining  unit  for  teachers  within  the  San  Francisco 
Unified  School  District. 

The  Commission  is  vitally  interested  in  this  area  and  will  be  making 
further  comments  within  a  fa*  weeks. 


3.  THE  SCHOOLS  WILL  BE  IN  AN  INCREASINGLY  TOUGH  FINANCIAL  BIND 
OVER  THE  NEXT  FIVE  YEARS  AS  ENROLLMENT  CONTINUES  TO  SHRINK.  Our  revenue 
projections  indicate  that  each  year  there  will  be  fewer  dollars  to  spend 
and  the  buying  power  of  those  fewer  dollars  will  be  less  because  of 
inflation.  This  means  that  the  District  must  begin  immediately  to 
prepare  a  plan  for  cutting  back  on  future  spending,  including  examining 
various  options  for  reducing  personnel,  merging  schools,  and  intro- 
ducing greater  efficiencies  into  the  management  of  the  system.  Yet 
today  there  is  no  indication  that  any  such  plan  has  been  contemplated 
or  even,  unfortunately,  that  a  planning  mechanism  exists. 

It  is  not  enough  to  reiterate  that  the  dollars  can  always  be 
found.  True,  gross  inadequacies  in  the  District's  financial  reporting 
and  management — and  the  squirreling  away  of  small  pockets  of  funds  in 
bureaucratic  cheeks,  have  given  the  Board  the  impression  that  the 
budget  is  infinitely  elastic.  But  the  projections  we  have  presented 
to  you  indicate  this  is  indeed  not  so. 

The  essential  element  in  rational  financial  control  is  an  effective 
budget.  The  one  currently  employed  by  the  San  Francisco  School  District  is  , 
an  unworkable  hybrid  and  cannot  do  the  job  that  you  require.  We  believe 
that  there  is  a  greater  need  for  input  from  the  local  schools---their 
principals,  teachers  and  parents.  A  preliminary  report  on  On-Site  Budgeting 
has  been  prepared  by  our  Finance  Committee  and  is  currently  being 
discussed  with  members  of  the  school  community. 
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Although  no  single  system  will   magically  blow  away  the  financial    problems 
of  our  schools,  we  do  believe  that  both  sound  governance  and  sound 
financial   management  require  more  efficient  and  more  widely  understood 
controls. 

I  must  also  mention  a  curious   contradiction  of  which  you  are  all 
only  too  well    aware,   and  that  is:     although   under  the  State  Educational 
Code   final    responsibility   for  the   governance  of  the  San   Francisco 
School    District  is  given   to  this   Board,   in   fact   large   chunks  of  this 
delegated  authority  -  both   in  the  educational   and  financial    areas,   have 
been   taken   away   from  you  by  State   laws   -   laws  which   are  the  product 
of  effective  lobbying  activity  over  many  years  by  the  educational 
bureaucracies.     Thus  the  flexibility  for  on  site  choice  is,   of  course, 
severely  limited  not  only  be  the  heavy  burden  of  salaries  determined 
on  a  District  basis,  but  by  requirements  of  State  and  Federal   law. 
As  the  PTA  has   rightly  pointed  out,   unrealistic  expectations  that  a 
change  in  the  budgeting  procedures  will    revolutionize  the  system  must 
be  avoided.     Nevertheless,   let  us  not  cease  in  our  attempt  to  find  ways 
in  which  our  schools   can  be  more  adequately  and  intelligently  managed. 

4.      NOT  ONLY   MUST  WE  BE  CONCERNED  WITH  THE   DISTRICT'S   RELATIONSHIP 
TO  THE   STATE  AND  FEDERAL   GOVERNMENT,   BUT  SAN   FRANCISCO  SCHOOL  DISTRICT 
HAS   A  WELLNIGH   UNIQUE   RELATIONSHIP  WITH  THE  CITY  AND  COUNTY   OF  SAN 
FRANCISCO.     Our  Commission  has  begun  a.  thorough  review  of  this  relation- 
ship in  its  entirety,   looking  forward  to  any  changes  in  the  charter 
that  may  be   required.     This  is,   as  others  who  have  attempted  such 
an  analysis  before  discovered,  a  very  complex  legal   and  substantive 


matter,  and  will   take  some  time  to  complete.     Meanwhile,   however,  there 
are  elements  of  the  problem  that  are  clearly  separable  and  will   be 
presented  to  you  as   discrete   recommendations.     One  of  these   is  the  ques- 
tion of  purchasing  presently  performed  by  the  City  as  agent  for  the 
District.     We  will   shortly  suggest  changes  both   in  the  relationship 
and  in  the  procedures  themselves. 

5.      NO  EFFECTIVE  SYSTEM  PRESENTLY   EXISTS   FOR  THE  EVALUATION  OR 
UPGRADING  OF  PERSONNEL.     With  the  shift  away  from  central   office  con- 
trol  to  greater  responsibility  and  authority  of  school   principals  and 
teachers,   it  is   imperative  that  such  a  system  be  established.     A 
simple  administrative  mechanism  must  be  established  to  encourage  good 
teaching  and  administration  to  deal  with  inadequacies  wherever  they 
exist. 

We  are  continuing  to  talk  with  principals,  teachers,   administrators 
and  others  about  these  difficult  problems.     Just  the  mention  of  "eval- 
uation"  raises,   in  the  minds  of  many,   fears  of  a  punitive  system.     The 
teacher  association  and  union  have  a  legitimate  concern  that  any  such 
system  be  structured  in  a  fair  manner,   recognizing  their  concerns  and 
interests.     Some  conflict  will    arise  because  of  rights  based  on  senior- 
ity,  legal    requirements   for  affirmative  action  to  bring  equity  to  women 
and  minority  males  in  hiring  and  promotion,  the  need  to  have  teachers 
best  able  to  work  with  students  and  parents  from  a  broad  range  of 
racial   and  economic  backgrounds,   and  the  need  to  meet  the  curriculum 
requirements  of  a  series  of  mandates  from  the  state  and  federal    levels. 
Working  with  all    interested  groups  --  and  recognizing  these  potential 


conflicts   --  we   hope,  within   the  next  three  to  six  months,   to  lay  out 
choices   for  a  workable  evaluation  system. 

6.  THE  PEOPLE  OF  SAN   FRANCISCO,   PARENTS  AND  OTHERS,   NEED  REAL 
INVOLVEMENT  WITH  THE  ENTIRE  EDUCATIONAL  SYSTEM.     The  present  chaotic 
situation  of  bringing  every  community  issue  before  a  beleagured  school 
board  should  be  replaced  by  a  policy  and  a  process  that  mandates 
school   principals  and  teachers  to  seek  out  the  participation  of  par- 
ents and  community.     The  process  must  include  some  involvement  in 
setting  the  budget  priorities  of  individual   schools.     On-site  budgeting 
may  be  one  tool   to  assist  in  creating  broader  participation. 

7.  THE   COMMISSION   IS  WORKING  ON  THE  POSSIBILITY  OF  DEVELOPING 
AN  ADEQUATE  DATA  SYSTEM  FOR  THE  DISTRICT.     Not  only  does   the  school 
fail   to  have  an  effective  information  and  appraisal   system  but  neither 
do  principals,   teachers,  students  and  parents  have  sufficient  facts 

to  understand  and  evaluate  our  educational   processes.     The  records 
kept  on  individual   students  are   inadequate  --  their  grades,  problem 
areas,   attendance  etc.   seem  to  be  lost  in  archaic  procedures  whose 
purposes   are  more  often   used  to  justify  governmental   subvention 
than  to  improve  achievement.     Comparisons  with  other  districts  become 
difficult,   and  the  possibility  of  burying  the  truth  under  an  over- 
burden of  useless  data  is  increased.     We  have  begun  discussion  with 
the  Northwest  Regional   Educational    Laboratory  on  this  matter. 

8.  FINALLY,  THE  APPRAISAL   COMMITTEE  OF  THE   COMMISSION   IS   CON- 
CERNED ABOUT  THE  TESTING  TECHNIQUES   EMPLOYED  BY  THE   DISTRICT.      It 


intends,  with  expert  help,  to  evaluate  the  program,   its  purposes,  the 
uses  of  the  test  results  and  whether  the  program  should  be  expanded, 
modified  or  discontinued. 

As  you  see,  our  plate  is  full    --  and  yet,   it  could  be  said  we 

have  only  scratched  the  surface.     There  are  still   other  major  questions 

that  we,   together  with  the   community  and  you,  must   address.     Such 

problems  might   include: 

--lack  of  stability  in  the  schools:     The  recurrent  discontinuities 
created  by  having  to  destroy  buildings  because  of  earthquake 
laws,  of  pupil   transfers   for  desegregation,  of  high  transiency 
and  sometimes  double  sessions,   have  often  had  serious  adverse 
impacts  on  students  and  must  be  minimized. 

— absence  of  students:     Teachers  cannot  help  children  who  are 
not  in  school   or  not  in  class.     At  the  junior  high  and  senior 
high  level,  student  absences  are  running  higher.     Alternatives 
to  present  instructional   approaches   and  revision  of  the  com- 
pulsory attendance  laws   are  at  least  two  proposals  that  need 
to  be  examined  in  order  to  deal  with  truancy. 

A  new  Commission  such  as  ours  enters  the  local   scene  with  great 
fanfare.     Extravagant  expectations  surround  its  beginning  and  it  is 
hailed  as   "the  last  hope  for  our  school   system."     That  is  nonsense; 
there  is  no  great  "solution"   for  anything  so  complicated,  so  ongoing, 
so  interrelated  with  all    aspects  of  daily  living  as  the  education  of  OUR 
children.     The   "problem"  belongs  to  all   of  us.     We  will    all   be  judged 
--  individually  and  collectively  --  according  to  the  degree  of  integrity, 
energy  and  intelligence  with  which  we  address  the  problems  and  seek 
solutions.     The  system  itself  has  the  basic  strength,   resources  and 
capability  to  enter  the  first  ranks  of  American  schools. 
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We  as  a  Commission  appointed  by  you  on  the  recommendation  of  the 
state  Superintendent  Wilson  Riles,  will   do  our  best  to  join  with 
other  community  groups   in  assisting  you,  Superintendent  Alioto, 
administrators,  teachers,  parents  and  students  to  realize  the  potential 
of  the  system  and  to  further  the  education  of  San  Francisco's  children. 


mm 


